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'CONFIDENTIAL 30 guse 1950

D%umem Yo,
Dmass;&«ed

T0: Chief, 3peoial Bupport Steff
FEOM: Pinsnoe Division

SUBJ: Report of Mesnagement Survey

1. In sccordsnoe with your immtructions, we submit the following
information and comments with respect to the recommendations of the Manage~
ment Staff following their survey of the Finsnce Division., The comments
are in the order of the separate regommendstions contained in the survey
report:

a, Submission of & recommendation to the Executive for appoint-
ment of an Agent-Cashier to ect as Disbursing Officer was prepared but
has been delayed pending results of discussions, now in progress, with
the Chief Disbursing Officer of the Department of the Treasury. It
is hoped that satisfactory arrangements will be conoluded within the
following week. The undersigned strongly recommends that there be no
basic changes made in our disbursing system which is based upon indi-
vidual Agent-Cashiers drawing working funds from the Treasury on vouchers
spproved by the Director. The Agent-Cashier system hae provided the
flexibility proven to be necessary in the conduct of the covert financ-
ing of the Agency. The controls surrcunding this system, &3 employed
by the Finance Division, are believed to be equal to any system commonly
exployed elsewhere,
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¢. Cousideration has been given by the Executive to the &gsignment
of Certifying Officers to Class "A" foreign ststione but he hes declined
sush action for the time being., Under sultable conditions such assign-
ments aight be practicable. However, they are not fessible under the
present Agency policy of rather strict control of both operations and
sdninistration by Headquarters. We ars not now in a poaition o furnish
the necessary nunber of thoroughly traimed Finance Officers which would
be mandatory under such a procedurs. A further serious handicap is the
wavoldable delay in communicetions,

d. The question of the type and content of monthly reports issued
by this Division dates back to 1946, Bizoe that time numerous studies
have been made with the view to eatablishing & method of reporting
which would appear to best suit the purpose, COne survey, conducted
by two certified publie &ocountants could suggest no improvement unless
we (1) completely abandon fiscal year accounting or (2) abandon the
commodity asset concept and estabiish the fiscal accounting system em-
ployed by other govermment agencies. Neither of theseo alternstives
were recomuended since they were deemed impracticable end undesirable -
under the circumstences of the peculier reguirements of the Agency,
Under the present method of opsrations, finuncial support can bs accome~
Pilshed only in ap uorthodox fashion which includes advances and re-
volving funds in more than s hundred types of currencies and aszsets,
Various Agenoy officials, including repressntatives of the Budget Office
and the Audit Division of the I&8 Staff have attempted to re-fashion
the moethod of preparing the monthly finencial report; however, there
hes been no goneral sgreesment with respect to modification end improve-

with reapeot to the type of accounts ang reports maintained and igsued
by the Finence Division, Such & decision should be predicated upon the
presant Agency polley pertaining to fiscal yoar budgets and acoounts
end the king of information desired by the Budget Officer and other
Agency officials. We believe that we can amend and improve the present
system basiocally, to provide the desired information pertaining to
cemmi tments augd obligations. We ars now working toward such improve-
meats which, ir acoeptable, we believe can be implemented during the
early part of the coming fisoal year,

¢. The function of Contracting Officer which is vested in the Chier,
Pinsnce Division, is now being performed in the office of the Chief, 883,
:i;:cazgf of the temporary detail of the Chief, Finance Division, to
oiilice. We conour that this suthority should be raaunently vested
elsewhere than in the Finance Division, v £ d

f. A ressonabls control system has besn established for the follow-
up of advances and to the extent that limited personne} will permit, is
being practiced. This statement is alsc pertinent to the follow=up and
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setilement of sudit exceptions. 4&a soon &8 new persomnel are reoruitsd
sud trained, ws hope to more successlully oarry out this function,
Through the use of overtime, we believe ws are achieving a satisfactory
rate of progress in the settlement of audit exceptions,

€ Instructions to the field are being issued on & reagonably
ourrent basis. Our principal problem in thig rogard ig the nsed for
teshnical improvement inm the forms of issuance, Thers is & real need
for & sompletely reviged Field Manua}, incorporating in improved term-
inology, all of the presontly outstanding instructions, 4 consider-
sble smount of work has been done on such s manual and we bslieve the
project can be completed by the end of this year. In the meantinme,
existing imstructions, although perhaps cumbersoms, &ra consistent with
the Agenoy and other applicable government ragulations,

k, We ure in oomplete agreement with ths recomuendation that a
responsible offiger should be designated to plan, schedule and conduet
& training program for new employees prior to thoir aasignnent abroad,
¥We are now eondusting such tralning within the limits of aveilable
pereonnel end time. As soon as a responsible officer is available for
this assignment, we ars confident of a major improvement in this program,

i, Bstisfactory tests sonducted by this Diviaion and Hschine
Records Division of OCD have been concluded #ith & view towsrd converte
ing our payroll to s machine operation, Aotuel conversion awaits only
the establishment of a Machine Racords Division to process cavert accounts,
Waen this is done, & number of other scoounts including advances can be
sonverted to machine operation which we are oonfident will result in
mijor iaprovement.

J« A statement of functions on the branch and section level is be-
ing prepsred and wiil be submitted wunder agperate anover,

ke 4 review of al} forms uged by this Division ig now under way and
will be completed st the earliest apportunity., We have to date boaen
abls to implement only the framework of the few organization due to the
insufficiant time available in obtalning the services of the additional
nployees recommended by the Management Staff, As new employess are
trained and become productive, efficiency will increass 83 implementation
prograsases,

1. The organizational structure as recommended by the Management
8taff has been Spproved by the Exeoutive and is being established ag
rapidly as possible,

%, 7The additional positions recommended in the survey have besn
approved and ressonable progress has heen ms ' easing tho 9
Finance Divisgion 8taff. Of the are now en- 25X
ouwsbered, leaving I vacancies, 108 the Zmployees Division
to give priority to reoruitment ageinst these vacancies and at the pre-
sent time, severa} candidates are or consideration,

Approved For Release 2002/&0 RDP78-05252A000300020034-7



25X9

25X1A

Approved For Bglease 2002/02/1] ﬁcm252M00300020034-7

2, A» indicated by the sbove comments, we have taken appropriate
action snd reasonable progress iz being mede in somnection with most of the
regommendations made in the Management survey. Hewever, we do not feel that
the feregoing presents an entirely realistic ploture of our aotual situstion,
While we have only L vecancies on the new, spproved 7/0, it is slso true that
we have only smployees in an actual duty stetus, Of this number, 2 are en~
gaged in Cre Unien snd insurance activities with a considerable emount of
time spent in supervision by & third employes. The differsnce can be accounted
for by the following explanation: :

~ {») Three eenior members of the stuff and one clerk are now absent
on smérgency lesve or are detsiled elsewhere.

(1) The Chief, Finance Division, hes been detailed to the Special
Support Staff since February 1950.

(2) The Chief, Certification and Lisison Branch has besu on
duty | :ince December 1949 as the result of an
smergency in that area,

(3) The Chisf of the Payroll, Travel and Allowsnces Sranch is
on indelfinite emorgency leave sz & result of a family
emergency.

(L) A Payroll elerk is on indefinite maternity leavs,

In addition, 1L pesitions are encumbered by individuvals now under security
oheek. Our actusl duty status position is as follows:

On duty -

Cn detall or emergency lesve 25X9
Under security check -

Vacancles -

Total

3« A1l poesible aciion has been and is being taken to expedite the
improvement and treining of personnel, Even as we assume & better position
Depsartuental-wige, we are now in receipt of urgent requests to supply the
eovart offices, notebly OPC, with trained FPipance employees in various field
positions and projects at an sarly date. We have disoussed our personnel
situstion with the covert offices and they understand that we are under~
staffed, that meny of our employees are still under-trained and thet generally
our position is precarious., However, it is their contention thet the need
for field employess is so urgent that we should nevertheless make irmediate
sssignments of experienced psrsonnel and depend upon replacement through
rsorultsent and intensive training, %e cannot but agree with the need for
suoh assignments since recent inmcidents of improper action have made this
need quite svident, Howsver, we cannot in good faith recommend that the
position of the Finance Division be further impaired. We cennot now conmply
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with the basic regulations in eome respects, i.e., sudit snd certification

of Class A sceownts, Furthermore, we ars not glving proper time snd stten~
tien to many accounts and sctivities simply becsuse we do not have the per-
sonnel to do this. We have authorized overtime to a maximum degree snd have
tsken all reasonatle shortcuts and sliminated processing wherever possible.
Hany of our people are voluntarily working many hours of overtime without AkK R
eompengktion in an attempt to keep reasonably abresat of their work., F'It is
spparent ‘o us {a view shared by the anagement Staff) thet the fumctions

of the Finance Division st the volume level of March 1950, are lmpossible

of proper performsnce without the services of all personnel authorized om

our new 7/0, plus a field employee pool to provide for home leave, illnesszes,
sto. of finance employses serving alroead,

Lis We are nmow faced with su alternative of performing sll jobs in a
sstisfactory manner in the greatest volume poseible under the circumsiances
or further reducing an already umsstisfactory standard of performance and
service, The firet slternative would require the processing of accounts and
other work on & first-in, first-out bagsis or on a slegtive basis, attempt-
ing to care for the most urgent cases first. The second alternative is, of
sourse, undesirable snd should be resorted to omly if no other means is aveil-
able, We belleve it may be necessary io combine the selective work procedure
with e further reduction ir the stendard of performsnce for & short period
uatil sdditional personnel enter on duty, By reducing standerds of perforu~
ance we do not imtend to abandon governing regulations snd policies but
rather we may have to forege the rormasl processing of acoounts therabty tak-
ing the obvious risk of & higher percentage of error and subseguenit audit
axosptions, Our pregent staff, especislly the Certifying Cfficers, are most
reluctent to sacrifice seccuracy in performence since the result may be con-
strued as incompetency on their part at & later date, when errors ars de~
teoted and sudit exceptions tsken. Unfortunately, since the errorz will mot
be detected until e later date, it would bs more difficult for officials to
understand the reasons for the apparent leck ef satisfactory performence.

5. The forsgoing situation is materially aggravated by the fact thet
the covert offices are demanding & great deal more service for the same
volume of accountz, This is entirely ressonable and iz & result of their
succsss in establishing truly covert operations as oppesed to the nominal,
officiasl cover type of operations. The additionel work reguired to process
this type of account may be reflected in the difference of & few momente
normel time spent by a payroll clerk processing & semi-covert secount, to
A several hours on the part of a staff officer processing & covert sccount, ¥ v>y
For example, it is frequently necesgary that & staff officer visgit various
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most insiances, undesirable to pay agente greatly in edvence and consequently
we cannot reduce the work-load by meking larger although less frequent pay~
ments. We are now preparing to confer with operational officiasls and the Iz8
8taff concerning the sscurity of the procedures which sre now followed,
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6, It is our belief that we ve & very realistic organizational
structure and an sdsquate T/0 for the volume level of Harch 1550. %e are
sonfident that within & few months, which will be required to obtain and train
all suthorized employees, satisfactory standarde of performance can be achieved.
“Our problems are not tnsurmountsble nor in fact perticularly difficult. It
is slwply a matter of volume much of which, for security remsons, is not
pereiesible of handling in an orderly routine manner, -
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